Members of the Board of Directors Involved In long-range planning. Left to right: Janet Good, Marlene Colter, Sharon Muckenfuss (Planning Committee Chair, 1988-89~Karen DeTuncq.
I n 1988 the American Association of Occupational Health Nurses (MOHN) began a year long process which resulted in an organizational strategy to ensure the long-range success of the Association in meeting both the shared and diverse needs of its members. The leadership recognized a need to determine the relationship of MOHN to an everchanging, complex environment and to successfully plan and take action to implement a future strategy. Consistent with the specific governing responsibilities of a board to ensure that the needs of the membership are met and to plan the future direction of the Association, a commitment was made to develop a member driven strategic plan.
Part I of this article describes the strategic planning process followed by MOHN. In Part II (page 356 of this issue), results of the comprehensive membership survey are summarized.
Planning is a process that includes assessment of the organization, its resources, and its environment. It results in a long-range plan which provides the future direction of the organization. AAOHN's strategic planning process included identification of members' needs, issues, and trends related to occupational health nursing and occupational health; evaluation of the Association's mission; and formulation of strategies for achieving the longrange plan.
The desire to be more proactive in carrying out the mission of the Association was facilitated by participation in the strategic planning process. Rather than risk the undesirable future that could result without proper planning, MOHN took the initiative to shape a more desirable future.
The MOHN Board of Directors delegated the responsibility for coordination of the strategic planning process and development of the long-range plan to the Planning Committee. The first step was to establish specific tasks, identify individuals/groups responsible for each task, and set time frames for each activity to achieve the end point of a written long-range plan. This step wascritical because of the interaction of many individuals required to collect and analyze large amounts of information to produce the plan.
The team approach provided a very effective and balanced framework for the Planning Committee, Board, and staff to work together to achieve the desired results. A consulting firm, Associated Research Group (ARG), began working with MOHN in January 1988 to conduct a membership needs assessment and to develop a long-range strategic plan.
MEMBERSHIP NEEDS
ASSESSMENT The success of any association is measured by its ability to meet the needs of its members. One mechanism for determining members' needs is to conduct periodic needs assessments. Over the past several years, AAOHN has conducted needs assessments related to specific Association services; for example, evaluation of continuing education courses held at the annual American Occupational Health Conference. However, AAOHN had not conducted a comprehensive membership needs assessment in approximately 10 years.
The membership survey was developed by ARG in consultation with AAOHN. The questionnaire was developed to determine members' opinions on the important issues that affect the Association as well as the profession. The questionnaire comprised a total of S9 questions, subdivided into six sections: general information; the member's work setting; AAOHN, the organization; membership services; publications; and meetings.
General Information. Members were asked to respond to: how long they have been an occupational health nurse; how long they have been a member of AAOHN; the number one reason for joining AAOHN; how well that number one reason has been satisfied by joining; membership in any special practice groups; and how they view the value received for their dues.
Member's Work Setting: Members were asked to respond to:
• How many people are employed at the location where the member works; how many occupational health nurses work at the location with the member and, of these, how many are members of AAOHN; • Is the occupational health nurse the only one that makes policy recommendations regarding the clinic/department and, if not, who makes and approves policy recommendations; • To what degree are most benefits and upper managers aware of the concepts and practice of occupational health nursing; • Do benefits managers and upper management view occupational health nurses as important con-AAOHN began a year long process which resulted in an organizational strategy to ensure the long-range success of the Association in meeting both the shared and diverse needs of its members.
tributors to improved health and safety as well as health care cost containment and, if not, does not being viewed as a contributor hinder the occupational health nurse on the job; • How members view the value of a support package directed toward management to increase the employer's understanding of the occupational health nurse's contributions and activities. AAOHN, tlte Organization. Members were asked to indicate how important it is for AAOHN to be active on the national and state levels in defining occupational health issues and influencing occupational health legislation/regulation, and with which target groups (legislators and government agencies, general public, business and industry, and news media). Members were asked to rank selected groups of issues in order of priority and to identify the single greatest challenge to their practice in the next 5 years. In addition, members were asked to respond to five questions regarding academic education and research activities of AAOHN.
Membersltipservices. Questions were asked to determine if members are knowledgeable about AAOHN's membership services and how much they are valued by members. Membership services covered were the AAOHN library, Update Series, Journal, Employment Information Service, and consultation services of AAOHN professional staff. Responders were also asked to indicate interest in the potential membership services such as career counseling and placement.
AAOHN Publications. Which ones members have read and how valuable they found them were addressed in this section.
AAOHN Meeting Activities. Seven questions related to the annual American Occupational Health Conference were asked to determine participation levels, reasons for attending, and future programming.
Since all members' needs are not the same, an association's program can have different levels of importance. Application of marketing concepts to the membership needs assessment phase of strategic planning assists the association in identifying the different needs of members and the varying levels of importance.
AAOHN, in utilizing marketing principles, was able to assess the Association target market and services mix, with the option of changing the mix if it should become necessary. In turn, the Association linked its program to the identified needs, including the relative priorities, of its members.
Developing the instrument is just the beginning of the membership needs assessment component of the planning process. Determining who to sample is equally important. A representative profile of the total membership must participate in the process so that the needs common to all members as well as those of diverse membership segments are identified.
In collaboration with the ARG consultant, the planning committee set 10% as the percentage of AAOHN members to participate in the survey. The sample needs to reflect the variations in member demographics, educational and experiential backgrounds, positions and types of employers, and participation in special practice groups. Ten percent of members was a statistically signifi- cant sample; at the same time, the surveying activity for this small number was cost efficient.
ENVIRONMENTAL ANALYSIS
Environmental analysis is equally important as the membership needs assessment in the entire planning process. Analyzing the external factors-major issues and trends-that will affect members as they practice is necessary to avoid a narrow perspective and limited decision-making information base in determining a future strategy. These factors can be viewed as either opportunities for or threats to members in their practice, and can serve as a pivotal point for locating the Association's "goodness of fit" in the future environment.
Three groupings of issues and trends were analyzed in this phase: external general factors, the profession, and the Association's competition. General factors include trends outside the profession such as economic, demographic, social, technological, and political trends.
Analyzing the profession is a complex step which requires examining the profession in a broader sense, including future projections. For occupational health nursing this includes consideration of the health care environment, other health professions, occupational health, the nature of work in business and industry, and the workforce itself.
The third component to consider is AAOHN's competition. This step identified other associations and organizations that currently compete
The success of any association is measured by its ability to meet the needs of its members.
for members or have the potential to compete. By analyzing the competition, AAOHN can better determine what it does best for its membership and develop a long-range strategy based on the information.
Associations are facing increased competitive threats from other groups/organizations in program and service areas with substantial Board member Bonnie Rogers (left) and former President Elisabeth Bodnar (right) discuss environmental trend•• implications, particularly financial, i.e., educational programs, exhibits, and publications. In addition there may be competition for various target groups within the association's membership.
STRATEGY DEVELOPMENT
The ultimate responsibility for long-range planning lies with the board, who represent membership. It is their role to develop and monitor the implementation of the plan over time. The process of developing a long-range plan contributes to building consensus on the strategic planning concept and support for the final Board member. sandra Hall (left) and Suzanne Smith (right) Involved In a longrange planning meeting.
document.
After the completion of the data collection process for the membership needs assessment and the environmental analysis, the AAOHN Board of Directors met to review the preliminary results of the survey and to revisit the environmental trends and determine their impact on the Association and profession. As a result, a set of strategic planning assumptions was developed.
These assumptions were the perceptions of the Board about the future of the profession of occupational health nursing and members' needs, and the relationship of the Association to this future. From these assumptions the services/programs were developed that were to be implemented. As a result the Board reaffirmed the target-market group of occupational health nurses as the current focus of the Association. Considerable time was spent in reviewing the major opportunities for and threats to both the profession and the Association for the next 5 years.
Up to this point the majority of the organizational planning activity had been externally oriented. The next step in the planning process consisted of an internal organizational analysis. The previous work had prepared the Association to make fundamental decisions about its future.
A mission statement spells out the association's reason for existence. As part of the process, the Board reviewed the Association's mission statement to determine if it really addressed the organization's future Cox AAOHN 5-Vear Plan (1989) (1990) (1991) (1992) (1993) (1994) AAOHN Mission: To promote occupational health nursing, maintain its professional integrity, and enhance its professional status.
AAOHN Goals:
1. Establish an internally managed Governmental Affairs Program with both federal and state legislative and regulatory lobbying and monitoring components. 2. Foster continued growth ofthe Association by increasing membership by 10%. 3. Implement a Professional Affairs Program that supports professional excellence through the promotion of ethical standards of practice, quality education mechanisms, and development of a knowledge base in occupational health nursing. 4. Implement an external communications program to increase the awareness and promote the value of occupational health nurses to business and industry. 5. Identify/provide the necessary resources (i.e., personnel, volunteers, equipment) to achieve the Association's goals and objectives. 6. Identify/provide financial resources (dues/nondues income sources) to achieve the Association's goals and objectives. 7. Implement a governance (bylaws) plan for the Association which meets members' needs and promotes participation in the process of governing the Association.
mission and purpose. It was determined that AAOHN's current mission statement reflects the appropriate scope of the Association and can serve as the base of the Association's future goals and program implementation strategies. The Planning Committee developed seven overall Association goals. These goals would cut across all departmental lines, provide direction to volunteers and staff, and provide a more detailed sense of priorities for the Association for the next 5 years (see box). Specific intermediate goals were developed by the planning committee which will serve as bench marks in achieving the overall Association goals.
The AAOHN 5-Year and Intermediate Goals (strategic plan) for 1989 to 1994 were approved by the Board of Directors at the 1989 winter meeting. Existing and new programs, as determined by the leadership that best meet members' needs, will evolve and be evaluated annually in light of these seven general goal areas.
Every year the Board of Directors establishes an annual implementation plan. The plan consists of measurable objectives based on the overall Association goals. For 1989, the annual implementation plan was developed from the newly approved AAOHN 5-Year and Intermediate Goals (strategic plan).
The Planning Committee evaluates the following major resource categories as it develops the annual implementation plan: • Human resources. • Organizational structures. • Physical facilities. • Financial resources. Based on the initial assessment of these resources, the Board recognizes that modifications of the plan may be required related to timing of acnvmes, resource commitment, or in the actual program implementation objectives.
The outcome of the strategic planning process is a written plan. This plan must be flexible, however, so that the Association may adjust and adapt, should variables change or crises occur. The foundation of the Association's existence and the translation of that existence into a longrange plan can allow the Association to achieve the growth and possibly the survival of the organization as it confronts these changes.
The AAOHN's leadership worked diligently throughout 1988to develop a member-driven strategic plan. The success of AAOHN depends on putting the plan into action. The cooperation of everyone at the various levels within the Association is required to support the plan and to achieve the goals of the Association.
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